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I. PURPOSE AND SCOFE

1. Thls study was initlated at the request of the DDCI to determine
the nature and extent of the Agency's training effort and to evaluate its
effectliveness in meetlng the Agency's present and future needs. It should
be noted that thls 1s an Agency-wide functicnal study and is not intended
to be & formal inspection.of the Office of Training. Problems of organi-
zation and manegement, processes and procedures pr administration are
not dealt with in this report unless they have significant bearing on
training objectives.

2. All formal training progrems and facilitiles in headquarters

were examined 25X1A

past two years and Iurther consideration of that problem is not deemed
pertinent to thls report.

3. Evaluation .of the effectiveness of Agency tralning was obtained =
through interviews with operatlions officers recently returned from overse’
seas duty, students currently enrclled in training courses, present and -
former Junior Officer Trainees, supervisors of employees with technical
skills acquired through Agency tralning and with more than 100 senior
officers in the Clandestine Bervices and elsevhere in hfadquarters.
Evalustion also took into consideration the substantlve content of train-

ing courses 1n relation to the needs of an.intelligence service, the
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duration of trailning periods and level of instruction, the qualifilcatlons
and experience of Instructors and the relationship of training to career
planning and development.

i, The Agency's training effort slso has been studiled in comparison
with the programs of other govermment agenciles particularly that of the
Forelgn Service. BSome industrial programs have been welghed as well to
provide some background for an evaluation of the Agency's approach to |
induction, basic and advanced preparatory training.

5. 1In total the following pages present a comprehensive view of all
of the actlivities currently engaged in for the preparation of people to
do the work expected of them by the Agency. The final sectlon of the
report attempts to project intelligence training needs into the future

and suggests a program that will achleve the desired objectives.

Approved For Release 200
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II.  ADMINISTRATTON OF AGENCY TRAINING

A. Legal Authority

L. The Agency's legal authority to provide training for its
employees at public expense 1s granted by the Government Employees
Training Act (P.L. 85-507; 72 Stat. 329), enacted in 1958. By Execu-
tive Order 10,805, dated April 30, 1959, the President designated the
Agency as excepted from various specific provisions of the Act referring
chilefly to the responsibility of the U.S. Civil Service Commission for
the promotion, coordination, review, etc., of the training programs and
operations provided for by the Act. Prior to the enactment of the 1958
Act, the Agency's authority for training activities was section L of
the CIA Act of 1949 (63 Stat. 208), which section was repesled by the
1958 Act.

2. - The chief provisions of the 1958 Act applying to the Agency
may be summarized as follows: Congress declared 1ts policy to be that
"gelf-education, self-improvement and self-training" by Government
employees "be supplemented and extended by Government-sponsored Programs
fér the training of such employees in the performence of officlal duties
and for the development of necessary ékills and knowledge and that such
programs should be designed to lead to inmproved public service, dollar
savingé, and the bullding and retention of a permanent cadre of skilled
and efficlent Government employees, well abreast of secilentific, profes-
slonal, technical, and menagement development both 1n end out of Govern-
ment." The Act then proceeds to direct the head of each department to

Place in effect a program for the training of employees in such
«3 -
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department by, in and through Govermment facilitiles and non-Government
facilitles, and authorizes the head of each department to pay the salary
of employees under his Jurisdiction during the period of training as
well as the expenses of such training. It 1s directed that each such
program shell provlide for the encouragement of self-training.  The Act
requires each department head to "conduct and complete a review of the
needs and requirements of such department for the tralning of employees
under its Jurlisdiction" at least once every three years. This report
constitutes such a review.

3. The source of authority for all training administered by
the Agency to persons who are not employees 1s section 8.B. of the
Central Intelligence Agency Act of 1949, as amended (P.L. 81-110).

B. .8cope of Present Program

1. CIA's training effort has been characterized by early
years of extremely rapld growth, followed by consolidatlon of programs
and the slow evolution of a genersl phllosophy in the operating offlces
on the place of tralning in intelligence. The achlevements thus far
with respect to induction training have been substantial. TIntegrated
tralning progrems are today provided to the great majorlty of the
Agency's new employees as & matter of policy. In 1960, for the first
time, recrultment and training of professional officers for the DD/P
and to meet about one-fourth of the similar requirements of the DD/I
and DD/S are to be accomplished through the Junlor Officer Training
Program (JOTP). Training programs for clerical and semi-professional

employees have been solldly established for much longer perilods of
S
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time. Basic general training for these categorles has been undertaken
by the Office of Tralning, Where speclsl skills have been involved the
training most frequently has been sdminlstered by the component concerned
or arrenged externally.

2. Tralning obJectlves and progrems have varied considerably
among the Directorates of the Agency. The DD/S-with,its many speclallzed
agslgnments has tended towards local training programs, as for example in
the Offices of Communications and Logistics. The DD/I in light of its
requirement for speclalists in both soclal and physical sclences has been
oriented towarde external training and to date hag preferred to hire
individuals previously trained and requiring no extensive further invest-

25X1
ment on the part of the Agency. 25X1

3. Teken as a whale, CIA training does not yet resch extenslvely "
nor systematlcally into the sree of advanced treining of career employees.
To. an lmportant degree training ls.a derivative of organizational policy
in the broed fleld .of personnel menagement and gince the Agency has not
yet reached a consensue on the place of such tools ms Job standerds,
.rotationy competitive evaluastien, mlid-career tralning, senior executive
training and sabbatlcels, there ls no cbvlous and self~evident career /

training pattern instilled iIn the minds of elther the Agency's staff

-5 -
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employees or 1ts managers.

4. The absence of a general conviction on the place of training
in career development 1s slso explained by the fact that the first genera-
tion of intelligence officers acquired thelr skilles and know-how on the
Job and with minimum exposure to formel treining. Thelr integration inte
a training system has been and 1s apt to remain on a catch-as-catch-can
basis pending the evolutlion of the stronger personnel management tools
referred to above.

5. The subordination of the Office of Training t¢ the DD/S has e
also materially limited the power of the Director of Tralning to develop
and to control wnified Agency tralning policy. There has been conslder-
sble growth over the years in OTR responsibility to underteke Agency-wide

coordination of treining but little augmentatlon of its power to enforce

a common. policy. Securlty, compartmentatlon, and diversity of program
have perheps mede it inevitable from the beginning that the compenent
offlices would retain as local prerogative training responsibilities which
in other organizations are more customerlily concentreted 1n a single
authority and clothed with the power of the senlor commend.
C. Cost

1. The Office .of Tralning has recently asgembled flgures on the
coet of training in CTA which sre ilncomplete in some respects but
represent the best information avellable at the present time. The subJect
ig complex and its messurement requires various arblirary declsions with

regpect tg:

-6 -
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8. Separstion of capital investment from operating costs in
trelning programs.

b. Allocetion of cost to training where a facllity has mul=’
tiple uses and its personnel have other responsibilities in addition to
treining. |

¢. Allocation of cost tg tralning where the trainee 1s
moving from apprentice to Journeymen status and hils efforts are lncreas-
ingly productive in character.

-The enumerstion of major categories of CIA trailning and thelr
cogtes in FY 59 ls as follows:

Office of Tralning

25X1A

- | -7~

Approved For Release 2003/0 3EFFER-RDP78-03571A000200010001-3



-
25X1A

25X1A

Approved For Release 2003/0%%51%}%‘A-RDP78-03571A000200010001-3

2. The list omits outlays for instructors, equipment, and
facilities providing both formel courses and on-the-Job training in
six offfces or staffs of the DD/S, five offices of the.DD/I and three
elements of the DD/P.

3. .The cost of Trailning Officers 1ls not included. One or

more individuals are assigned in each major component of the Agency,

uguslly pert-time, to develoy and process trailning requlrements and
to conduct Lialson with OTR.  There is an additlonal investment in

clerlicel support for most of these officers.

5. The figures include student salaries in tW& case of JOT's

who sre assigned to OTR during their first two years with the Agency.
However, elghteen months of thls two-year period, on the average, are
spent on the job in increasingly productive asslgmments. Salariles of

all other trainees are not included.

6. A rough indicator of total cost of student participation

in Agency training programs can. be obtalned by epplicaetion.of the now

-8
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T. The Agency obvliously has 1t within its power to alter
pregent proportions between . formal and on-the-job trainlng so that
employee departures from duty for purposes of tralning will be sub-
stantlally reduced and instructor, facility and student salary costs
thereby curtalled. On the other hand, the purpose of training is to
make an investment in the employee which will yleld an increase in
productivity and thereby recoup the Initiel Iinvestment end more. The
Agency may well look forward to training economies through consolldatlon
of facilitiles, hetter scheduling of employee participation and the
development of more efflclent lnstructors and instructlonal technlques.
The growlng complexity of professionel operstlions and of sgkills required
by intellligence make it extremely unllkely thet the Agency can afford or
ﬁ;;l declde t0 spend less than present-day amounts on the preparation of

its employees to perform their Jobs.

-9 =
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ITI. QOFFICE OF TRATNING

A. Introductlon

l. The antecedents of CIA's present-day training program are
regdlly identified for 1t has been the undoubted good fortune of the
Agency to descend in continuous line from the wartime Office of Strategic
Services. Even today there continue«among the staff a substantlial con-
tingent of officers who helped to establish 0S8 trailning programs, who
were trailned in 0SS clasérooms, and who have conducted and eveluated
the operatlons of the past to derive the content of developing intel-
ligence doctrine.

2. Continulty in terms of the sdminlstratlve structure of
treining understandably became extremely thin immedlately after the war
when the contracting 088 structure was divided wlth operstlons compo-
nents in the form of the Speclal Services Unlt passing to the control
of Army and regearch elements transferring to the Department of State.
The reunion of the parts tock place during 1946 and 1947 first by forme-
tion of the Central Intelligence Group, then by establlishment of the CIA.
Included among the elements was a tralning division in the 0ffilce of
Speclal Operatlcns which for the next two years or so requlred Just filve

rooms in Que Bullding for adminlstrative purposes and mumbered on paper

positions.

3. - The adminlstration of tralning In its present-day form was
insugurated on 3 Januvary 1951 with the establishment of an Offlice of
Training and the EOD of its first and present director, Col. Matthew C.
Baird. He reported for the next four years directly to the DCI, until

- 10 =
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early in 1955, at the recommendation .of the Inspector General, OTR
(along with the Offices of Personnel and Communications, which had
also been r?porting directly to the DCI) wae brought under the Deputy
Director for Support where it is presently located.

4, The Training Divieion of 0SO had been expanded in 1949

to provide for the tralning needs ¢of the Offlice of Policy Coordinsa-

+ion.

5. The Director of Training was charged at the outset with
responsiblllty for the development of a Junior officer training program

and for the plenning of career development. By mld-1951 he had

25X1

25X1

The tralning efforts of the support and research components

of CIA were virtuslly nonexlstent up to this time; consequently OTR
was extremely active in the first few months in launching an orienta-
tion program for all new employees of the Agency, inductlon and
refresher tralning for clericals, and instruction in languages. Also
in July of this year the first career service plan was submitted to

the DCI. The plan, however, called for a high degree of selectivity of
- 11 -
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had personnel. In consequence, task'forcqs were established to study the
1ssues involved and approximately two more years elapsed before a career
service in its present-day form wes insugureted.
6. OTR acquired & staff of some|[ _ Jpersons during 1951, then 25X1A

25X1A doubled. in size in each of the successive two years. In 1954 it numbered

25X1A This rapld expansion not only reflected the

general growth pattern a:_ad training demands of the Agency, but, in
addition, it indicated the planning and development of a permenent,
large-scale organization able to deal with a broad range of typlcal
Present-day governmental tralning requirements. In 1953 the curriculum
was -expanded to provide courses in communism, in supervision and manage-
ment and in such adminlstrative areas as operations support and adminis-

trative procedures. From that time forward there has been a prolifera- )

tion of courses adapted to special needs, but no further expansion into
major new departments of instruction. The relative youth of the Agency,
however, may have forestalled thus far the evolution. of a training
,pattérn.and‘facility for mid~careerists, an aree which the Department of
S8tate has been inyestigating actively in recent years.

T. About five years were required to stabilize the Office of
Training in ite mlssion and functions and in its present structure.
Until early 1953, the Office consisted of two components with a Deputy
Director (fpecial) directing covert training progrems and & Deputy
Director (Genmeral) directing the overt progrems of the Agency. In 1953
substantlel unification occurred with the design&tion‘of-a single deputy

- 1P -
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director, four staffs‘and elght operating dlvisions. In 1955 proceeding
gbiéily.with the Inspector General and Menagement Staff, OTR arrived at
i%éﬁpresent orgenization in four mejor schools:

Operations School

Intelligence School

Bchool of International Communism

Janguege and Ares School
gupported by four steffs:

Plansg and Pellcy Staff

Aggegsment end Evalustlion Staff

Registrar (including control of external
training)

Bupport Steff |
8. There are several aspects of CIA training history worthy of
speclal note.

8. The extreme diversity of skills and professions employed
by intelligence -- estimatéd at 1250 distinct Job descriptions at the
present time -- and the extent of compartmentation dictated by security
considerations undoubtedly combine to explain the large number of relatively
sutonomous component training progrems.  Communicatlons tralning, for

exemple, with roots deep in 088 experience, has remained the exclusglve
,/)

I

regponsibllity of the Offlce of Communications from the-beginning.llln

- 13 -
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DD/S in turn has sponsored the development of local

training programs in Loglstics, Security and Medlcal Steff for example,
and DD/I has developed formal courses including information handling
and statistlcs. There are a number of influences at work tending to

steblllize these progrems 1n thelr present locatlons among which security
!

/

 considerations, limited demand,‘accessibility end responsiveness to

local needs may be noted.

b. A second pervasive influence affecting training
policy hes been the quality and location of physlcal training facilitles.
Dispersion .of Agency offices and bulldings hae been paralleled by the
dispersion and genmeral insdequacy of OTR classrooms. Some of the
Present-day administrative pattern undoubtedly reflects the strong
deslre of operating offices to economlze on.staff and lnstructor time
through sharply focussed local training.

e, Finelly, it 1s a frequently stated obJective of all
government training programs to avold duplication in an internal train-
Ing system of courses and programs readily avallable and often of high
quality offered at universities or elsewhere. Both DD/S and DD/I have
acknpwledged this principle_by sending staff outside for training in
the operatlon of speclalized equipment; e.g., International Business
Machine, and for greduste study in such flelds as mathematics and

economics., The DD/P has made some use of external language training

by OTR arrangement 25X1

" Notwithstanding, the Agency bas not, for reasons

- 14 -
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-of security, placed heavy relisnce to date on outslde or shared communlty
facllitles.

9. Mentlon should also be made .of the effort over the past ten
years to establish tralning prerequilsites for Job assignments and to
derive predictable student enrollments on which to base development of
trelning facllitles, recruitment of instructors, and scheduling of
classes. For Jobs involving technleal skills of one kind or another,
the component offlces have acted responsibly and with conslderable
uniformity to stipulate training prerequisite to appointment or pro-
motlon to Journeyman stetus. Beglnning as early as 1952 the principal
staffs and some divisions of the DD/P issued instructions which specified
professional intelligence training essentiael to the princlpal Jjob assign-
ments. The DD/I did not move as positively in this dlrection becauée of
the expectation that most of the profegsional skills 1t required could
be recrulted ready tralned in the open market. Unfortunately, Agency
experience‘with Job standards has produced dilscouraging results, to the
extent 1n some cases that regulatlons have been rescinded. Training
requirements have all too consistently taken second place to operating
priorities deriving from intermational crises, health problems, personal
preference or prejudice., The Agency's experlence; however, has not been
unlque as 1s apparent in the following recent comment on the much older
training program of the Depertment of Stétex

"In the Department of State, 1t is probably still true that many
officers_dislike being assigned to trailuing. Operations officers
in the geographic bureaus try to prevent thelr best men from belng

asslgned to training and they tend to succeed in this endeavor ...
It seems likely that training in the Department .of State will never

- 15 -
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e be of high quality untll training is accepted -- as it i1s in the
military services -- a8 an egsentlal part in the process of
developing high-quality officers." pp 40-41, Recruitment and
Training for the Forelgn Bervice of the United States, Staff
Btudy for the Committee on Forelgn Relations. GPO. 1958.

10. It should be noted in conclusion that an earlier Agency-wide
measure to deal with these questions was launched in 1956 with the

25X1A issuance of:l"ﬂeadquarters Participation in Training." This

regulation stipuleted that it would be the policy of the Agency to

expend at least flve per cent of its total man-hours of headquarters

"on-duty” staff personnel in training. While the regulation remains

in force at the present time, a general revision of training regulations

is currently in process and the five per cent requirement has been held

in abeyance by informsl action for the past twelve months. The require-
ment, nevertheless, hed a major influence on component office policy
towards training end on the volume of training provided to Agency per-
gonnel. . It moved the component offices and the 0ffice of Training to
undertake orderly inventory of tralning courses and better programming
of trainling reguirements. Many offices substantially met the-f;ve per
cent requlrement and all offices have glven thelr training problems
more . careful conslderation as & result. It seems certain that the
measure made a timely contributlon towards the evolutlon of a better
coordinated, Agency-wide training program. On the other hand continua-
tlion of an arbltrary figure for trailning simply perpetuates training
for the sake of complisnce with & reguletlion. The Agency is now mature

encugh to require the supervisors to accept the responsibility for insur-

ing that all personnel recelve the training they require.

- - 16 -
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B. The Intelligence School

1. The five faculties comprising the Intelligence School include

intelligence orientstlon, intelligence production, clerical training,

operations support and mansgement. There is a T/O of

instructors of whom five are on assigmment from other parts of the Agency.

There 1s no simple rule of thumb setting the Jurisdictional lines of the

School. Orientation, clerical training and management trainlng are; Agency-

wlde responsibllities. -Operations support instruction is addressed to

DD/S and DD/P‘requirements. Intelligence production courses deal with the

needs of professional employees 1n the~DD/I. The School contributes a
major portion of the initilal ten weeks of headquarters training of JOT's
and is exclusively responsible for the subseguent twelve weeks of trailn-
ing in intelllgence production provided to that segment of the JOT's ‘who
are designated to go to the DD/I. Thus the School has contact with
virtually every new employee of the Agency, in many cases in advance of
his acquaintance with his working supervisors.

2, No other school 1n OTR lsg faced with more eluslve problems
than those with which the Intelligence School must deal. Where training
in skllls has been involved, its staff has proceeded with confldence and
general efficlency. In the areas of employee orlentation, management
gekills and intelligence productlon, however, there has been limited con-
sensus &8 to what was to be done and the O0TR effoft has been subject to
constant adjustment. The principal problems facing the school are dls-

cussed 1n detall below.

- 17 -
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3. Orientation of any audlence diverse in age, grade and profes-
sion 1s a difficult undertaking without lntroducing the complication
peculiar to CIA of security limlitstions on description of complex and
interesting activities. There are two obvious objectives in orlenta-
tion -- to provide motivatlon and to impart certain general facts about
an organlzation. There are ever present dangers of superfilclallty and \\
boredom in brief treatment of orientatlon subjects.  There 1s no effective
measure of results. CIA now provlides separate orientatlon series for its
clericals, its JOT's and for all other professional employees, GS-7 and
above, entering the Agency. The principal exemptions from Agency orienta-
tion are operators recrulted by the O0ffice of Communications and employees
in very sensitive positions.

L, With the JOT program now undergoing major expansion as the

.prinecipal supplier of professlionel menpower to the Agency, various ques-
tions have been reilsed about the orientation treining appropriate to a
declining EOD:populetion of non-J0T's. There ls desire to economlze on
instructor staff and on the tlme of senlor officlals who meke up the large
roster of guest lecturers employed. The Basle Orlentation Course for non-
JOT's has Just recently been réduced from four to three weeks, consisting
of one week of generasl orlentstlon and two weeks on Communism. Guest
lectures have been taped and trapscribed in order to experiment with
heavier use of readlng materials. This spproach is perfectly reasonaﬁle
so long as the attendant risk is recognized and guarded sagalunst. Motiva-w’j
tion by impersonal means 18 apt to be far more difficult to achleve than
by face-to-face lectures and discussions with the leaders of the Agency.

- 18 -
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Secondly, the Agency must scrupulously avold any suggestion that the non-
JOT 1s & sechnd-class cltizen to be segregated in all respects, including
tralning, from the JOT elite. Rather, he must be glven every inducement
to upgrade the role he plays and to rise by demonstrated excellence to
top rank, particularly through opportunity to quallfy for JOT tralning.

5. There 1ls a further aspect of orlentation, namely, written
communication, in which the Agency's practice departs from that of most
large organlzations. For reasons of security few of the usual devices for
staff communication, ineluding employee publicaetlons, newsletters, annual
reports, employee manusls and bulletin boards covering employment oppor-
tunlties and other Agency business, are put to general use by CIA to
motivate and integrate lts employees into the orgenlzetion. There is
no way of determining what this costs the Agency in quallty of service
and in employee turnover. The entire fileld merits new study including
the possibility of revision and relssue of the 1952 brochure "Your Job
in the Central Intelligence Agency."

6. In management and supervision training the principal problem
1s the relatively embryonlc state of development of the sublect anywhere -~
in govermment, in privete business and in the universities. Handling of
people is, first of all, en art, not a sclence. In addiition, CIA with its
brief history of extremely rapld growth, youthful staff end evolving mis-

slon does not yet afford settled patterns from which to derlve a management

‘ doctrine. In this situation mansgement training must employ instructors

who have a record of successful admlnistration of operatlons and 1t must
reach today's managers as well as those showlng potentlel for the future.

- 19 -
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Up to the present time the record of particlpation by managers 1ln manage-
ment training hes been rather poor.  The DD/P, in particular, with major
inherent problems ln staff communication, has participated least, having
enrolled, for example, 42 oub of 216 taking management courses in 1958

and 1959, of which.only‘nine”attended during the latter year. The Agency's
senlor manasgers, wlth some notable exceptions, simply have not been con-
vinced thet they or their staffs require special managemgnt treining to
perform thelr jobs efficlently. Many of those who would concede that

such training could be of beneflt are dublous about the content of the
present 1lnstruction.

7. There lg evldence enough of deficlent management practice in
the Agency, even though the Agency's over-all performance has undoubtedly
improved with increasging maturity. There would of course contlnue to be
cases pf deflclent practice were all managers formally trained 1ln manage-
ment techniques and policy. The Agency, however, has yet to take a firm
poeltion on the need for such tralning in preparing its executive personnel
to exerclse thelr responsibilitlies, .The experlence of the Department of
Stete suggests what may lie shead for CIA on 1ts present course. Only in
1956 -andiunder strongest pressure dild the Department finally launch a
plan for mid-career training for its Forelgn Service Officers of ranks 3,
4 and 5, to run twelve weeks and to include two weeks devoted to case
studies 1in executive management.

8. The problem with respect to instructlon in intelligence for
the DD/I professional intelllgence officer is once agaln a lack of con-
sensus on what 1s needed. The problem 1s discussed in greater detell at

- 20 =
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a later point in this survey in connection with the tralning of economists.
TheﬂDD/I_officea to date have generally denied need for such training.
Certain courses in Intelligence research technigues have been developed by
OTR but enrollments have been lnslgnificant. Courses in effective speak-
ing, writing and conference leadership, which, in general, have limited
bearing on substantive competence, have been offered but in the face of
the very grave doubt that the deficlencles should have been tolerated dur-
ing recrultment and apprenticeship. Again 1t 1s difficult to evaluate the
effectiveness of thls tralning in the context of the many elements which
determine the individual's over-all performance on the Job. Be this as it
may, courses which instruct sll performers, strong or wesk, in preferred
techniques would appear to be on conslderably safer ground then those
which are purely remediel 1nh character.

9. Tralning in intelligence for DD/I professionals can and must
achleve s better rationsle than ald for the marginsl performer. A way Iis
open 1f the-DD/I will agree to recrultment of the bulk of his Junior
officer requirement through a truly Agency-wilde JOT system and if he will

send hils best qualified officers to cooperate with the Offlce of Tralning

on a contlnulng basle in the deslgn and evaluation of the JOT course con-

tent.  As the Agency matures, mid-career and senlor officer training will
%

be essential to assure & breadth of vision in intelligence complementing

that which the-DD/I professional will obtain in his speci&l fleld through

sabbaticals and through continuing sctivity in outside professional assok

clations. The content of this training need not be unpalatable to DD/I

personnel for it has the precedence of the senlor staff colleges for the

- 21 -
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militery and there 1s an unending array of crose-dlsciplinery problems on

which the intelligence researcher must be challenged to think constructlvely,

10. Clerical trailning raises a host of questions for which there
are no simple answers. The baslc factor determining present CIA clerical
training policy is the difficult market for clerical staff. The Agency
has a large requilrement for clerlcal support oversess and out of its own

and State Department mxperience has reached the conclusion that clerical

employees under 21 years of age are apt to be too immature to adjust satig-

factorily to the living condltions and work pressures of overseas assign-
ments. This limitation and 1ts high standards In recrultment generally
throw the Agency into the competition for the highest quality personnel
on the market, There are, of course, many other complications, including
salary competition and high living costs plus difficult’ 1iving conditions
in the headquarters area. The most Ilmportant additional factor ls the
Agency's large-scele employment of young women who are marrisgeable or,
if married, contribute a maor element of the attritlon rate by reason of
childbearing. CIA recrulted 1ln excess of[:::}clerical rersonnel during
1959 and could expect gccording to current experlence to have the average
clerical employee reslgn after only 18 months of service.

1l. The initial locatlon and screening of clerical candidates
for employment is performed by CIA field recrulters. . These men look in
particular to the heads of responsible commercial trelnlng schools for
leads on deslrable candldates. Applicants are required to take Unlted
States Employment Service proficlency tests wherever possible, where this

is not feasible the testing may be walved until EOD on presentation of
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certifiéaxion~of proficiency by a high school or commerclel training
institution. .Such certification unfortunstely hes frequently proved to
be unrelisble. The recrulters themselves present and score a test worked
out by OTR's Assessment and Evaluation Staff covering basic sptitudes anﬁ
personelity factors. About 80 per cent éf‘all candidates are rejected in
the present period for poor test scores and other deflciencies. The long
walt fof gecurity clearance is a factor at this point in holding desirsble
candidates and the Office of Personnel has found it necessary from 1948
forward to bring sbout half of its clerical recruits on duty in .an interim
asslgnment pool in advence -of clearance.

1l2. -Up to this point ﬁhe Agency hes exercised options on the
rigorousness of 1ts testing and the decision to EOD in advence of full
clearance. It 1s perhaps inevitable that the recruiters, the clericsl
trainers and the consumers differ on the policles involved. The trainers
understendebly hope to stert with personnel of high proflclency, instead
they frequently meet up with recrults who fell to demonstrste theilr
certified quelifications. The recruiters, wlth intimete knowledge of
the market and in view of the high CIA attrition rate, question the need
.and results of the AXE testing and the, to them, unrealistic rate of
rejection of candidates. Both parties attest to the frequent waste of
quallty pereonnel in inedequate assignments. An off-the-cuff estimate
18 that elght out of ten. secretaries with shorthand meke little or no
uge of thelr skill because thelr executives do not dictate their

correspondernice.
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.‘-/ 13, The'clericél.facultygoffers instruction in typlng, shorthand,
English usage, and geography. A three-day Agency orientation is provided
for clericels cleared for office duty. A packet of these courses is pro-
vided &t induction for individuals awaiting clegrance. The average length
of training at this polnt 1s three weeks, the range 1s from one to five
weeks. A second packet of courses 1ls provided as refresher instruction

for individusls seeking to quallfy for more responsible assignments, or

25X1C

- 25X1C This training runs
' 20 - 30 hours part-time.

14, In summary, clerical tralning must be welghed in the broader
context of clerical recruitment, Job assignment, utilization and attrition.
Must the Agency hire employees who requlre extensive tralning in typing
and shorthand immedletely following entrance on duty? Does the A&E test-
ihg epplied to clerical cendidates Justify itself in the light of present-
dey sttrition rates? Are the rechulters reaching segments of the market
less subJect to attrition due to marrisge and childbearing? What portion
of.clericai loss 18 due to waste of talent in low qualliy agsignments?

The evidence dnethese metters must be regularly reassessed.

It 1s recommended thet:

The Directors«uf. Personnel and Training together with representa-
tives from operating components teke & fresh look at the over-all
problem of clericel usage and make recommendatlons for a more effecs
tive system. -This should be followed by an OIR reassessment of the
¢lerical treining program.
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E. Ianguage & Area School

l. Introduction

a. Recognizing the essential role that foreign langusge

gkills play in the pursult of the Agency's misslon, Regulation 25X1A

entitled "Ianguage Development Program,'" lays a clear mandate on certaln
key officlals to develop the necessary capability. In brief, the program
calls for the determination of requirements for forelgn languege compe-
tence and prescribes action for training Agency personnel to meet those
requlrements., The regulation assigns responsibility to the Deputy
Directors to establish the reguilrements and to assure the continuing
atteinment and retention of foreign language proficlency by staff person-
nel under their Jurisdlction. The heads of Career Services and Operating
Officlals are to direct or encourage their employees to engage in language
gtudy and the Director of Training is to exercise general direction of
the program. He 1s to provide for directed and voluntary langusge traln-
ing in approved courses and programs, establlish standards and profilciency
tests, and to administer the monetery Achlevement and Malntenance Awards.
The Director of Personnel 1ls directed to msintaln & current inventory of
the language competences of staff persconnel. The Regulation further
provides that a five-man Committee for Language Development, consisting
of one representative each of the three Deputy Directors and of the
Offices of Trailning and Personnel, shall recommend and periodically
review policies, procedures and other matters affecting the program,

ineluding languagé awards.
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F. Junior Officer Training Program (JOTP)

1. Establighment of the Program

&a. A recrultment and training program for Junior officers v
was lnaugurated in CIA in 1951 lmmediately following the establishment:
of the Office of Training. The first class of JOT's was assembled in
July of that year. Recruitment of JOT's was assigned to the Office of
Personnel, selectlon and placement were reserved to the JOTP adminilstra-
tion, and assessment and training were delegated to the appropriate staffs
and schools of OTR. The concept of selection'in depth was implemented
during the first two years b& mesng of a policy of asslguning the trainee,
after formal instruction, to on-the-job tralnlng with a llne unit vhile
continuing his slotting on the OTR rolls, This now well established
policy was also based on recognltion that the first experiences of the
JOT with supervisilon and work assignments are vital to hls lang-range
motivation and that a monitoring and recovery mechanism is essential
both for the men and the program ageinst the hazards .of the operational

scene.

¢y Between July of 1951 and December of 1959 the Junior
Officer Training Program enrolled & total of 517 men and 59 women, 576

in all, at a rate of about 45 per year during the first five years and
- 76 -
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80 per year from 1956 to the present. In 1960 the JOTP is.expanding
once agaln to a new level of 1&205tudents per year. As of the end of
1959 there were a total of 238 JOT graduates on duty in the component
offices of the Agency as follows: 187 or 79 per cent with the DD/P,
42 or 18 per cent with the DD/I and nine or three per cent wilth the
DD/So A loss of 170 JOT students or graduates was lacurred over the
nine years, and the balance of 168 consisted of students stlill under
JOTP control and assigned elther to the first phase formal training
or to the second-phese on-the-Job trailning in operating offices.

2. Activities

25X1
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h. As ngted egrlier, CIA has recently moved to recrult and
trein a substantially increased portion of 1ts professional officer types
through the JOT system. .The revised JOT training quotas a8 approved by
the DCI on 27 February 1960 compare with previous retes as follows:

Annusl current number JOTP greduates  Graduates authorized
(Average for FY 58/59) 1960 forward

‘ DD/P 55 90
- DD/S 3 8
DD/T _6 25

| Total an 123

The JOTP is authorized henceforth to recruilt 142 JOT candidates anqually,
the excess over 123 representing allowance for attritlion during tralning.
i. The new rate of 90 JOT graduates for the DD/P is expected
to be reached in 1963. This mmber will suffice to cover projected annual
DD/P losses that must be made good by outside recrultment. In addition
to this source, however, there will be staff additions at the GS-9 level
‘and above by promotion, transfers into the,DD/P from other parts of the
Agéncy, and separate recrultment for TSD, amounting in all to 60 per ¥ear.
The projected.comprehensive.DD/P requirement thus amounts to 150 profes-
sional officers GS-9 and above per year. The JOT rate of eight for the

L — T 8o -
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k. The outlock in JOT recrulting for 1960 is thought to be .~

generally satisfactory, particularly so in the case of candidates offering
graduate degrees. Thils attests to the apparent competltiveness of the
Agency position in the merket.. The GS-T7 1s now the standard entrance grade
and the G5-9 is generally granted at grpdustion from the JOTP two years
later. There is considersble concern, however, over the fact that 48
accepted candidates rejected the Agency's offer in 1959 due to better
opportunities,elsewhere, doubts about the program or change ln personal
circumstances. While this loss may simply indicate the price of doing

business in a quality market, it obvicusly bears watching to ensure that
the Agency mekes a strong appeal to talented individuals and that it remains

competitive salary-wise in the market.

- 8L ~
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1. The JOTP has achleved solid acceptance in the Agency by
locating students of high character and demonstrated academic performance,
then instructing and motivating them in the obJectlves and methods of
intellligence to the polint where they readily adapt to and become produc-
tive in -operating assigmments. Once separated from the JOTP, the
stiffest test of all is the wlllingness and abillty. of the JOT to fend
for himself.

3. Future of the JOT Program

&a. Recrultment

(1) Numercus policy questioﬁs arlse 1in this area of
administration of the JOT system. Many of these stand out in a comparison
of the JOTP with the Forelgn Service Officer recruliment program in the
Department of State. By contraest, the JOTP adminlstration has enjoyed
singular freedom of action while the Department has been subject to
constant public and congressional examination particularly as an out-
growth of the work of the Wriston Committee. New rules and structure
may be imposed on the JOTP to achieve specific beneflits but at consider-
able risk of hampering the positive leadershlp the progran has enjoyed
thus far. The Department¥s policles and experience should, however, be
followed closely with the intention of adopting and profiting from
measures of proven benefit.

(2) JOT recrultment does not assuredly reach all
American citizens who may poesess sultable gqualifications for careers in
CIA. The absence of a publicly advertised, competltive entrance test,

and the use of professional officers on recrultment tours (as now
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practiced in the case of ORR) would remove any doubt that the Agency does

not adequately protect the inherent privilege of citizens to learn of and

to .apply for employment with 1t.

(3) There is no requirement that the JOTP balance its
appointments by State or reglon of origin and schooling. While the present
patterns of recrultment do not appear to be serlously out of balance in
this respect there are aspects of the Agency's pollcy here which will
bear observation. - The first ls the possible political implication at
some time 1n the future of dilsproportionetely low representatlion of
officers from the South and to & lesser extent from the Far West. - The
second concerns heavy recrultment of students from Ivy League schools
and the possible influences on loyalty to associlates and Judgment of

individual performance which this clrcumstance may be alleged to generate.
(4) The JOTP administration may be assuming excessive

responslbility in the screening and selection of Junlor offlcer candidates. \

This same lseue 1s noted below in connection with the finsl assessment |

and assigmment of JOT's to active duty. As the JOTP assumes Increasing

responsibllity for determining the types of individuals who are to man

the Agency 1t seems obvlious that the current operating experience of

senior professional officers should be brought to bear in making the

decision. There are today falrly numerous consumer comments that present/l

JOTP selections tend to overemphasize o 25X1

A policy of panel examina-

tion of top candidates wilth professional line officers included on the

panels would insure JOTP sensltivity to Agency needs at this point.
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(5) There 1s a second possible source of independent
Judgment of applicant quallfications in the use of outstanding public
citizens in the panel selectlon process. These indilviduals may have
the handicap of limited acquaintance with intelligence but they may also
contribute useful insight based on long experlence in government,

25X1

corporation or university administration.
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¢« Intelligence Tralning for Speclalists

The JOTP has been oriented from its begilnning toward the
development of gemerallsts. It has sought to recrult and train Junior officers
of fairly diverse background to perform bvaslc Iintelllgence assignments anywhere
in the world, The JOT generalist has proved himself well sﬁited to the profes-
glonal work of the DD/P and to many of the baslc dutles of the Offices of
Current Intelligence and Operations in the DD/I. With limlted exceptlons,
the Program has not undertaken systematic recrultment and training Iin intel-
Lligence for speclallsts -~ lawyers, accountants, economlsts and sclentists --
required by the DD/S, the research offices of the DD/I and the Technical Serv-
ices Divislion of the DD/P. This sltuation pbses two questlions which the Agency
has yet to answer: WIll the speclelist profilt from formal tralning in intel-
ligence? Should the Agency pursue a policy of developing all of its profes-
sional officers and in particular 1lts future leadership according to a common
basic training and development pattern? The arguments on both sides of these
questions are diverse, There is reluctance in the support and research areas
to afford the training time involved in the case of specialists. There is a
widespread opinion that the principal career opportunities lie with the DD/P
and that JOT's will not voluntarily elect service with the DD/S or DD/I. On
the other hand, the small number of JOT's who have been assigned to spe-
cialist duties 1in the Agency have served with distinction and, finally,
the current plan to introduce more JOT's imto the DD/I and DD/S seems
certain to bring these questions into sharper focus in the near future.

It seems safe to say that the possibilities of a single, integrated plan

for recruitment and development of all professional officers is the course
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for the future. (The problem of training speclalists for the intelligence
profession 1s appraised more fully in the following section of this report
entitled "Training the Specialist Professional Officer".)

d. Placement of JOT's,

(1) The JOTP exercises substantial freedom in the assess-
ment and allocation of JOT's to speclallized training end in thelr placement
in operating offices for on-the-job training. Part of the explanation
lies with the Agency, part with the JOT's themselves.

(2) Few 1f any Agency compounents heve successfully
projected manpower requlrements several years into the future, elther in
terms of numbers or special qualifications. Any projected division
requirement for a given number of offlcers with speclfic language, area,
or other competence may have doubled or eveporated three years hence
depending on & host of possible developments. In consequence, operating
offices have been forced to limit thelr speclfications to the general
qualifications of character, educational performance, linguistic aptitude
and personality. The JOTP has employed educatlonal and psychological
screening as alds to JOT selectlon but in the last analysle has relied
on 1ts collectlive Jjudgment based on long experilence.

(3) The Program has also shown considerable tolerance
toward the preferences of the individual JOT, both at time of selection

for specilalized, e.g., case officer, tralning and later in the selection

- of a job assigmment., Some men with excellent qualifilcatlions for the DD/I

and-DD/S can regularly be expected to find the DD/P more attractive. Thus

it is not certaln at this stage that the new DD/I and DD/S quotas can be
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filled. There is an understandable gravitational pull to the DD/P career
but in additlon there is a subtle lnstructor and student climate that
rates selection to the DD/P as success end allocation to the other Direc-
torates as "second rank" performence. In some instances this climate 1s
genereted even in the recruliment stége. The JOTP, OTR and the Office of
Personnel must combet these prejudices with vigor 1f they are to cater
successfully to the besic needs of the DD/I and DD/S.

(4+) 'The JOTP and the Directorates are overly isolated
from each other and communication on Junior officer tralning policles at
the intermediste command levels 1s clearly deficilent. Omne answer, as with
recrultment, 18 to rotate line officers to serve on JOTP panels that make
basic declsions so that thelr advice on placement policy_will be asgsured.
The JOTP will acquire a convincing base for its Judgments and the line
officials will return to thelr regular dutles with increased awareness of
training and personnel development policles.

e. Attrition among JOT's

(1) Tt was noted earlier that the JOT is expected to
stand on his own two feet following graduation from JOTP sponsorship.
How! well he i1g succeeding in doing so is a matter of obvlous concern to
trainers for the light it may shed on the effectiveness of selection,
instruction and motivetion. The subject 1s of increasing interest in
the Agency; however, there 1s as yet no systematic program for review of
JOT careers and identification of adjustment problems before they mature
to the point of resignation. Both the Office of Personnel and the

Inspector General Staff conduct resignation interviewg; and the Directors
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of Personnel and OTR and the JOTP see many JOT's and ex-JOT's informally
on career matters.

(2) There has been severe attrition emounting to a
total of some 20 per cent per year emong JOT's in tralning. Of these,
the JOT's under military sponsorshlp have contributed a loss rate of
40 per cent, women 17 per cent and civilian men 14 per cemt. Approximately
cne-half have departed to pursue other careers of greater interest to
them while the remainder have left for reasons associgted with CIA
employment, There is no evidence gt hand that would “indlcate that the
Agency's experlence is unfavorable when compared to that of other lsrge
organizations. In view, however, of baslc handicaps facing caregers in
intelligence including security restrictions, ethical issues and the
relatively low celling on earning power, it 1ls essentlal that the Ageacy
regularly measure 1ts officer development experience against that of
comparable organizations.

(3) The attrition record for JOT graduates 1s even

more difficult to evaluate. The evidence for the classes of 1951 through

1955 should be of interest sinece these individuals are by now well
advanced in status as case officers with flve to seven years .of experience
on-the~-job. The significance of the record is qualified, however, by the
rapid evolution of recrultment and instruction policy during this initial
phase of the progrem and by the fact that these classes were launched in
the setting of the Korean War, the rapld early expansion of the Agency's
manpower, and in an era of busineés prosperity with varied employment

opportunity. Of the 243 individuals enrolled over the five years,

- 88 -

Approved For Release 2003/055#FEA-RDP78-03571A000200010001-3



25X9

Approved For Release 2003’°§E€ﬁﬁA'RDP78'°3571A°°°2°°°1°°°1'3

1951-1955, there were 118 remaining on duty at the start of 1960. Of the
125 losses, approximately half occurred from duty stations following

gréduation from the JOTP. Thirty-five of the studentlosses were cases

of failure to return from military duty.

(4) At the present time JOT graduates account for

approximetely professionels, GS5-9 and above,

in the DD/P. The patterns of JOT career adjustment may be expected to
change conslderably as thls proportlon 1lncreases and as JOT careerists
begin to compete for senlor grade Jobs. In the DD/P there are a number
of questions here which will require forthright, coordinated answers 1if
JOT graduates are not to walk the halls trying haphazardly to achleve
personal solutlons.

(5) There is no consensus thus far on what training
and experience should constitute the case officer apprenticeship. In the
absence of a pattern, the individual faces many difficulties in planning \
his future and gauging hils progress, while hils supervisor in the absence
of a doctrine tends to let immedlate operational prioritles .override
the longer range career considerations involved.

(6) There are no standards setting forth minimum train-
ing and langusge competence which the apprentice must possess as prereg-
ulsites to the given overseas asslgmment. .There is . a proliferation of
advanced operatlions courses but no policy as to which are essential to
initial oversecas assignment and which may wait for a subsequent tour of

duty at headquarters.
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which faces the senilor JOT graduates, .and non-JOT's, at the present time.

. There is ilnsufficlent evidence for generslizatlon but in some cases the

experience here has been dlscouraging.  Some former JOT's now operate on
the conviction that diversification is a matter of persomal initlative;
and accomplished by knowing the right person and being in the right place
at the right tilme. Well qualified'officers heve located sultgeble
vacancles only to find that the concern of the employing Branch for its
own, perhaps less well quallfied individuals, has precluded appolntment.
The net result then 1s frustratlon and posslble resignation for the
individuel and haphazard sdministration of the broad persconnel objectlves
of the Dilrectorate. The power of decislon here lies with the Branch
Chief. The Panel system of Career management as now constituted doesn't
really get at the problems involved. In some mammer, particularly in

the case of highly qualified and expensively trained JOT's, it will be
essential that the DD/P, and in time the DD/I and DD/S, provide for a
more orderly personnel administration. - The career officer must kunow what
to expect and how to plan the broad outlines of his career. The Depart-
ment of State Is alsc experimenting with this problem as a resulﬁ of
severe critleism by the Wriston Committee of 1ts previcus informal
practices. Recent State innovations 1nclude the development of treining
and experience standards for all Foreign Service positions,; the esteblish-
ment of an inventory system on punched cards to record individual training

status and to derive annual trailning requirements, the imposition of

sanctions to enforce training policy including a requirement that language

competence be a prerequlsite to advancement, and, finally, the creation
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of a Carecr Development and Counselling Staff of experilenced Forelgn
Service Officers to advise on personnel policy and monitor the career
planning of individual officers. These measures are not yet proved
instruments of a forward looking personnel mansgement policy, nor are
they necessarily suited to the needs of CIA. They do merit close
-observation and they are suggestive of the directions in which the
Agency may need to move 1f 1t experiences severe atirition among its

most highly qualified and carefully tralned personnel.

It is recommended that:

() The DCI establish as Agency policy that all Junior
professional officers enter Agency employ through the JOTP

(b) The DIR establish & JOT Selection Panel composed of
line officer representation from the three Deputy Directorates
tpgether wlth appropriate representation from the Qffice of
Personnel and Trainling. The Chief, JOTP, should chailr the panel.

~(¢) The DTR should glve consideration to the feasibility of
the use of outstanding public ciltizens in the panel selection
process recommended above,

() The DTR arrenge for the participation on a rotational
‘pagly .of line officer representatlion from the three Deputy
Directorates in JOTP placement panels.

(e) The DTR together with the Director of Personnel take
gteps to eliminate prejudices that have arisen whlch tend to
sesign second class status to DD/S and DD/I careers.

(g) The DIR together with the Director of Personnel undertake
to monitor the present efforts of the Department of State to
improve personnel management and training in the Forelgn Service
for measures that may be adopted for the Agency's bhenefit.
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b, Training the Specialist Professionsl Officer

a. The following discussion of training policy and programs in ORR
is intended to highlight the problems of the specialist professional officer
in CIA. Although not necessarily typical of all specialists, it contains the
bagic elements applicable to those who prepare for a chosen vocation prior to
embarking on en intelligence career. ORR was selected because it has devoted
much time and careful consideration to the possible roles of training in the
development of economists for intelligence. The conclusions that have evolved
out of it experlence to date are so basic and so clear that they merit citing
in detail. They are contained in a paper prepared in 1958 on the subject of
"Training for Economie Intelligence Production" and may be summerized as follows:

(1) A foundation in the conceptual framework of economics;

(2) Avility to work in primery sources through command of
the necessary languages;

(3) Study of the geography, economles, histories and cultures,
as well as the govermment and politics of target countries;

(L) Appreciation of the impact of new weapon systems on
military strategy, naticnal security snd the industrial
economies of countries concerned;

(5) Familisrity with industrial and technical probliems and
developments;

(6) Indoctrination in the machinery and procedures of intelligence.
b, The fourth and sixth areas clearly fall within the responsibility
of the intelligence community to provide althoughvit should be noted that the
requirement is for orientation, not professional competence, in the fields of
technology or strategy concerned. The balance of.the specifications relate
to the normel present-day academic preparation of economists. Their under-

lying purpose is indoctrination in research methodology. All of which makes
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it clear that ORR will normally expect to recruit its professionals ready
trained from the open market. In fact, 1t is doubtful that an intelligence
orgenization could justify or succeed if it undertook to provide such pro=
fessional preparation internally in competition with academic institutions.

c. The normel career considerations of professionsl economists
continue to exert a major influence on ORR training policy once an economist
is recrulted and entered on duty in the office. The sabbaticel at the end
of ten or more years of professional serviee is mentioned with increasing
frequency as the most naturel end desirable block of trainingiat mid=~cereer,
It is a consideration for the future in ORR only because of the youth of the
Office and of its professional personnel.

d. Professionsl stature through full~fledged participation in
professional associatlons is asnother element of almost equal importance.
ORR was required on security grounds to bar its professionals from such
participation during the first years of its existence. Beginning in 1959,
however; the Office turned to outside economist consultants to evaluate
periodically the quality of its performance. Two of their recommendations
since adopted have called for responsible participation by ORR economists
in thelr professional assoclations, and for distribution of selected sanitized
ORR studies to a roster of some 150 economists and businessmen throughout the
country. The implicetion is that ORR economists have been in danger of becoming
inbred as intelligence researchers. A further motivetion for the change is
the hope that overt demonstration of quelity will ease the ORR recruitment

problem which is discussed below in another context.
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e. Thus the profile of the present-day professional economist in
intelligence reflects the strong gravitational pull of the academic world.
Training requirements thet would meen substantial 'and continuing instructional
load for OTR have been at & minimum. Internal training for the economist in
intelligence has tended to be peripheral to his specialty or focussed on
deficiencies in performance. The freer contacts now in prospect between QORR
and the outside world indeed are likely to reinforce present patterns and to
accelerate the edaptation of academlc career patterns to ORR needs.

f. ‘This ORR pattern which appears eminently sensible from the per=
spective of the economist must also, however, be examined from the point of
view of the intelligence administrator. The painful fact in the present
period is that economists are in exceeding short supply in the market,
Therefore the natural policy of recrulitment of prepared professionsls does
not work. ORR is forced to resort to emergency recruitment measures inecluding
employment of partlally trained economists. A number of conflicts then arise
over the menner in which such individuals mey best be prepared for and inte-
grated into the profession of economist in intelligence.,

g. Some five years ago ORR began experiencing personnel shortages
which it then undertook to meke géod by regulerly sending professiomnal
economlsts to canvassthe unlverslties Jjolntly with the Agency's recruiters.
The results to date have been generally disappointing with an average of three
to five recrultments for every 100 interviews of selected potentisl candidates.
These recrultment teams have been at a disadventage in the salary competition
among other things and through time have sought and secured certain compensas-

tions such as authority to reimburse for EOD travel expenses when the candidate
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possessés an M, A, degree. This suthority has not thus far been extended to
the bther recrultment programs of the Agency including, in particular, the
JOTP, which suggests a need for greater uniformity of practice as noted in
the discussilon of that program.

he In light of these disappointing results ORR late in 1959 developed
a,junior economlst training progrem which as now contemplated proposes to
recrult students in thelr senior year of college, bring them into the Agency
upon gredvatlon for a year of orientation and assessment, then send the most
promising to graduaste schools for advenced training (the Mesters Degree) at

Agency expense, Thie approach has now been authorized but is not yet

underway.

i. Theurelationship between this program and the Agency's JOT progrem
at the present time is emblguous to say the least. The recently approved
plans for expansion of the JOT program call for the delivery of 25 graduetes
per year to the DD/I¢ Obviously some will go to ORR. Many of these men and
women will have had graduste training, some of it in the social sciences.

The training of the DD/I JOT's will be characterized by increased emphasis
on intelligence research methodology and reduced emphasis on clandestine
operations. '

Je« The prospect of all of this, however, is that ORR will now be
recrulting three different patterns of professionals no two of which willl have
a common preparation in intelligence. The JOT will be exceptionally well
grounded 1n intelligence and perhaps, though not necessarily, less well
prepared in economics and research methodology. The ORR Jjunior economist

will apparently have no grounding other than apprenticeship experience in
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intelligence research and will not even achieve productive professional

status as an economist until some time In the third year or later. Filnally,

it 1s to be expected that ORR will succeed in recruiting some professionslly
trained economists but these will recelve little beyond orientstion to compare -
with the JOT*'s advanced preparation in intelligence.

k. For further evidence of the desirebility of exposing economists’
to JOT training, the records of JOT trelned personnel now on duty in ORR were
examined. The evidence supplled for all eleven individusls involved showed
impréssively favorable results., A number of these JOT*s had had full opera-
tions training and even some experlerice in DD/P assigoments., ‘It 1s concelvable
that some of their effectiveness in their ORR roles resulted from thelr fuller
appreclation of collection methodology and programs.

1., Also to be noted in passing 1s the conflict between JOT and ORR
demends on the recrultment system. ORR makes heavy use of the Agency's pro-
fessional recruiters each fall at the time they are needed and will be needed
increasingly to support the expanded JOT requirement. -There is even some
indication of competition between the two requirements for the same individual.

m. The recent Inspector General's Survey of the CIA Carcer Service
proposed for career manasgement purposes to classify the economist as a
specialist outside the profession of intelligence. His callling is not
peculiar to the Agency and he has the optlon of pursuing it elsewhere in
the government or in private life whenever he chooses to do so. The resction
of ORR economists and other DD/I specialists to this propositlon was emphatic
disagreement and the counterclaim that they be classified in the filrst place

as professional intelllgence officers, secondly as economists.
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n. Thus the issue for the DD/I is whether to develop the specialist
intelligence officer with or without training in intelligence? The peper
on "Treining for Economlc Intelligence Production" referred to earlier pre=
scribed only the basic orlentation course (now three weeks in length) as
formal introduction to intelligence. Nothing more. Apparently CRR expects

to rely almost exclusively on experience without the benefit of training

. to broaden the outlook and acquaint the ORR career economist with the many

agpects of the total intelligence business that add up to the profession of
intelligence.

0. There is an alternative to this epproach and it lies in providing
some training in common for gll intelligence officers regardless of their
speclalizations, This objective underlies the JOT program asnd has done so
from 1ts start although_here agein separatist tendencies in the component
offices of the Agency have led to excessive JOTP concentration on DD/P DEX1

officer requirements.
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q« There is no intent here to advise reduction in the amount of
kinde of present~dey ORR training for economists. Nor at this stage will
agreement come easily on the content of training in intelligence for ORR and
other DD/I specialists. -The DD/I must work very closely with the Office of
Training in the future to insure that such training, particularly that pro-
vided DD/I JOT's, is of professional quality, realistilc, and accomplishing
results equivalent to the successes achieved by the JOT program in the DD/P
to date.

re The role of the economist in intelligence 1s likely to change
with any increase in emphasie on his training in intelligence. It may be
preferable over time to staff ORR with e small corps of professional economigts
at the Ph., D. level by lateral recrultment or contract and to support this
group with a much larger staff of professional officers well trained in
economics and in the doctrine and methodology of intelligence. The latter
would constltute a professional economist-intelligence officer corps with
preparation and versatility that would enable them to serve effectively both
in collection and analytical roles. If the economlet is not to have pro-
fessional traiﬁing in intelligence, and if the Agency cannot find a way to

recrult and hold him for career purposes, then the DD/I may be well advised
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8. Due to the youth of the organization perhmps more than for any
other reason there is yet to evolve a consensus on what constitutes the
professional intelligence officer both generallst and speclalist. In its
Bbsence agreement 1s difficult to reach on how he is to be recruited and
trained. - ILeck of sgreement. produces the parsdoxes thet sre now apparent in
the recrultment and training progrems discussed above.

lt is recommended that:

(1) The_DD/I direct that the recruitment and initial treining
of Junior snalysts be accomplished through the JOTIP; that increased
emphasis be placed by the Agency's recrultment facility on the
recrultment of JOT's with academlc backgrounds sulted to DD/I needs;
that ORR and other gpecialists recruitment be phased down asg prdg-
duction of JOT's increases and generally limited to senior analysts
at the Ph, D, level,

25X1

{3) Advanced external Training for anflystTs De phnased some=
what later in the career pattern, perhaps after the fifth year of
duty, to permit meximum play of JOTP and other intelligence prep- 25X 1
‘aration during the apprenticeshlp period. . .
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IV. OTHER AGENCY TRAINING

A. Non=0TR Training

1. Tormel courses of instruction are conducted within several
of the Agency'‘s major components to train employees in their own special
fields. The OTR provides technical guidance and assistance in setting
up the courses, furnishes tralning materials, testing end other services,
monitors the instruction and meintains Training records.

2. Such training is conducted in each of the major components
of the DD/S area. The extensive facilities of the Office of Communications
are discussed in a later section of this Survey. The Office of Personnel
runs a two-week Personnel Officers course primarily intended for “those officers
serving in other components of the Agency both in headgquarters and overseas.
There also has been esteblished a progrem of semiannual conférences for
senior Personnel officers.

3. Internal training in the Office of logistics assumes greater
proportions. Many officers in the profesgional categories, such as
englneers, lawyers and speciallsts, bring their qualifications with them
when they enter Agency employment and generslly must go outside the
Agency when sdditional training is required. The internal program has
been designed for the majority of rank and file logistics careerists who
must leasrn how to handle the Agency's complex loglistice requirements.

The principgl training effort is the Loglstics Support Course which runs
for six weeks and is given at least twilce annually. - In this course the
trainee who is prepering for field assignment receives instruction in

procurement, supply, warehousing, real estate, transportation and other
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speclalties., Other formal courgses of legser duratlon include a general
logistics orientaticn, & procurement seminar for higher level officers
and other subjects of concern to logistics offlcers.

b,  Training in loglstical support for non-Logletics careerists
has been primarily tutorial in nature up to the present time but more

formal arrangements are evolving. The development of an indoctrination

course on Loglestlcs procedures for DD/P fleld personnel is being
‘encouraged by increasing requirements for such lnstruction. Efforts are
being made to imtroduce a suiltable course in 1961,

5. The Comptroller's Office conducts formal courses in Principles

of Budget, Cost Principles, Budget Formulation and the specilalized tech-
niques of internal budgetary systems. Although primarily designed for
budget and finance careerilsts these courses are open to administrative
and operatiouns officers as well and such &ttendsnce is encouraged.

6. The Office of Security also has a rather extensive formal
training program which includes baslc instruction for special agents,

training security officers to support clandestine operations, ilndoctrina-

tion in audio countermeasures technigues and

25X1

7. Within the DD/I areas the Office of Operations with its
diversified activities accounts for the major part of interunel training.
Contact Division conducts a combination of basic and refresher training

covering information gathering techniques both in general and in specific
- 102 =
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substantive flelds. Headquarters and reglonal conferences are held at

regular intervals to keep field representatives in touch wlth current STATSPEC

activities., report-

ing and FDD conducts foreign language readlng courses deslgned for its
own careerists but open to others as well.

8., The Office of Central Reference has developed a formal
course of instruction in the CIA Library Indexing System for the training
of Agency documents anslysts snd reference librarians énd personnel of
the militery services who are concerned with the Intelligence Subject
Code. It also conducts fleld trips for industrlal enmlysts to familisrize
them with equipment, techniques and products of various US industries.

9, The 0ffice of Research and Reports gives instruction in

economle statistics and reports writing and 1s in process of launéhing

& "pbaccalaureate" program which is discussed in detall in another section

of this report. Photg Intelligence Center runs & short course im photo
interpretation and is considering an external contract for trainiog in
photogrammetry for its staff officers. OSI is in process of evaluating

1ts inbtermal trailning neede and probably willl establish a formal tralning
25X1

Program Sool.
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are not budgeted and costs are not recorded. Instruction is provided by
regular staff officers, space i found wherever available, and adminis-
trative overhead 1ls absorbed in the regular cost of doing business.

12, The need for thls type of specialized training is unchal-
lenged. Objectives are clearly defined and standards are uniformly high.

It is dlrected at the people who need it and since it is under local con-
trol 1t lg taken as required. It comes closest to having the chilef
qpaliﬁies of the ideal tralning situation in which needs, requirements,
gtendards, methods of instruction, course content, level and duratlonm,
and attendance are all glven direction by a single authority.

13. While the evaluatlon of non-0O0R training is generally
favorable there ls emerging a problem which requirea:aarefulqgttention.
It is evident that there 1s a growing tendency to extend some of these
individual courses from the essentially specilallzed training of a well
defined limited group of employees into the larger axes of general traln-
ing by inviting attendance by non-careerists whose assigmments are only
remotely related to the specific subJect belng taught. This trend 1f
unchecked will lead to an undesirable dispersion of tralning.responsibility
and authority and an uneccnomical duplication of training functions. The
Inspector General supports the concept of centralizatlion of tralning
wherever the factors of economy, efficiency and effectiveness prevaill.
When a limited purpose training program is enlarged to serve a general
need 1t should be tested agalnst certaln criteria to determine whether the
responsibllity should remsin with the component or be assu@ed by OIR.
Such eriteris may be expressed as follows:
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Is there a demonstrated need for trainlng employees other than
members of the sponsoring career service?
Are addltional training faclilities required beyond those
possessed by the component conducting the program?
Is the course content or doctrine derived from or substantially
augmented by another career service?
Does the program requlre addltlonal menpower elther for
instruction or support?
14, Existing regulations are not explicit on this point. The
DTR's responsibility to develop and direct trailning programeg within OIR
is clear but for non-OTR training it 1s blurred by references to review,
approval and advice to Deputy Directors. In the opinion of the Inspector
General it should be the clear respongibility of the DITR to determine
under whose auspices such training programs should be conducted.

It 1s recommended that:

8. The DTR be specifically charged with the responsibility of
determining under whose ausplces non-0TR training will be conducted
and,

b. Pertinent Agency regulations be amended accordingly.
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B. .External Training

1. Authority for "Tralnlng at Non-CIA Facilitles under the

Government Employees Typaining Act' is contained in Agency Regulation

- The régulation.specifies that Operating

Officlals shall originate requests for external training, that heads of

career services shall review and endorse all requests, and that the Office
of Training shall designate non-CIA facilities with the concurrence of
the Director of Security, approve or disapprove all requests, set
admlnistrative requirements for participetion in external courses and
budget and control funds necessary to meet the cost of such training.

2. Under the above authority, CIA sent 759 of 1its personnel to
courses, conferences or demonstratlions provided by 103 outside organiza-
tlons during 1959. An additionsl 465 persons were enrolled ln corre-
spondence courses or Iin local classes conducted by International Business
Machine and Radio Corporation of Amerilce in the field of data processing

and communlcations. The cost of the year's program amounted to approxi-

mately $300,000, including travel and per diem as well as registration

fees.

3e Of'the~759 persons attending external training programs, 499

participated in full-time courses, 260 in part-time courses. Approximately

one-helf of the enrollments involved absences of one week or less from
regular dutles.

4, A breakdown of the non-CIA organizations providing training
shows that 34 per cent consisted of American universities, 34 per -cent

were governmental, of which half were civilian, half military, 24 per cent
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were private commercial or professional organizations, six per cent were
tutorial in nature, and the balance, two per cent, were forelgn govern-
ments and wndiversities.

5. The following is a resume of the principal external training
programs. External langusge training was provided to 96 Agency personnel
of whom 39 were enrolled full-time, 57 part-time, in language courses
avereging a semester in duration and often representing installments
owards long-term language training objectives. The general problem of
langusge training is examined in detail elsevhere in this survey. For
the present, 1t mey be noted that the range of lemguages included here is
by no means limited to the so-called exotic verietles. The training in
world lenguages as a rule reflected special operating requirements, or
conflicts in scheduling between the OTR langusge curriculum and the
individual's sssignment. and travel plans.

6. A total of 100 individuals attended various wegpons and
missile orientation courses sponsored by the Armed Services. This require-
ment has been noted in the section of this survey which deals with the
training of professional officers in the DD/I. Both economists and
scientists have a pervasive need to appreciate the implications of the
new weaponry, something which camnot be adequately accomplished by read-
ing nor obtalned from unclassified sources.

7. A third example of external training sherply focussed on a
specific Agency need 1s correspondence coursge training in electronice for
personnel of the Office of Communicatlons. There were 143 new enrollments
in. 1959 and an overall total of 570 OC personmnel participating im such

training at the end of June 1960.The program reflects both the rapidly changing
- 107 =
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character of this complex fleld and the desire to enlarge the career

‘opportunities of Journeymen communicstors (G9-7-9) who characteristically

bring high school educatlons and military training to the Job.

Bs The external training for professional personnel in CIA is
extremely diverse in charecter. In part it reflects refresher needs, in
bart individual deficlencles, but over-all probably reflects an effort to
adapt & basle preparstion in & profession to the pecullar interests and
emphases of the Agency. As discuesed in the section of the survey dealing
WithmDD/I'professional careers and training requirements, it secems entirel&

posgible that external training for professlonals in the form of sebbaticals

will expand considerably as the Agency agee and a substantial portion of

1ts pergomnel moves to mld-career status with senlorities of ten and twenty
years of experlence,

-9« The Agency's external training in skills is intensely practi-
cal., It reflects such situations as the acquisition of complex equipment

and the necessity of trailning personnel to operate and meintein it. The

record shows that this training ranged through courses in dlesel motors,

‘heliarc welding, photollithography, packaging and carlosding, and fire

inspection. The second principal cluster of skills courses concerned

bueiness subjects such as patents, contracts, accounting, budgeting and

fiscal procedure, executive and menagement training, and cost reduction
in office perscnnel mansgement.

10, Preseni-day policy on external management tra.ining appears

to be forward looking in character and to provide for a sampling of the

Principal external offerings in order to keep Agency personnel abreast of
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this new and rapidly changing sublect. Agency partlclpants are required
to have completed OTR management training as.a qualification for enroll~
ment.

1l. Participation in cénferencesvand-seminars may be both &
reward for and stimulus to lmproved performance in Agency assignments.
The relatively small numbers .of individuals attending any given program
simultaneously would appear to reflect sober management reservatlons
about Junketing and the preferable alternative of seeing that the trainee
relays hils informetion to his assoclates through staff meetings, trip
reports and other sultable devices.

12, It is unllkely that there can ever be complete agreement
about the line to be drawn between external training'claérxy addressed
to Agency needs and that which enhances the individual's powers in s
speclalty for which he was hlred and in which he has a moral obligation
to maintaln proficlency on his own inltlatlve. A prime test in justify-
ing both external and internal training policy 1s the rate of attrition
among indlviduals in whom the Agency has ilnvested expensive training.

A substantial resignation rate 1s noted elsewhere in the discussions of
JOT training and the training of economists for CRR. The school of
thought that pleces principal emphasis on on~the-job training is inclined
to be extremely sceptlcal about subsidized training in an employee's
chosen professional field. The feellng is that 1t tends to forglve the
iﬁdividqal his personal obligation and yields a low return in terms of
Job motivation and attrition. This group would place greater emphasis on

the individusl's motivation and responsibility by delaying such investment
- 109 -
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until there was reasonablé demonstration of career Iintentions and in the
area of sabbatical tralnlng would asgk the Iindlividuwel to bear a substantial
portion of the . cost hlmself.

13. Better evidence is required on which to base a Judgment of
the present balance and effectlyeness of the external training program.
As one step towards tilghter adminlstratlon of the program it 1s suggested
that the Office of Personnel assemble the training records of resignees

for a perliod of twelve months and that eppropriste representatives of OTR

examlne thls evidence to determine whether there is & reasonable rete of

retuwrn from external trailning investments and whether modifications are
desireble Iin the guldelines to approving officisls concerning minimum
length of service in the Ageney prior to externsl training, ceiling on
amount and frequency of external training to be invested in the given

staff member, and length of service to which the individual should be

0bligated following such training.

It is recommended that:

DTR review the trailning records of employees in professional
categories who resigned from the Agency during FY 1960, or longer
1f necessary, to determine 1f a more definitive policy governing
external training is required.

- 110 -

Approved For Release 2003/0512F FE[A-RDP78-03571A000200010001-3



Approved For Release 2003/0§lﬁéﬁg&A-RDP78-03571A000200010001-3

C. 'OnaThenJob Training

1. In the total process of acquiring knowledge necessary Lo perform
assigned tasks effectively, on=the=-job training pleys a major role. It goes
on constantly in every place and at every level and it tekes many forms.
Advice, guidance and direction given and received by superior and subordinste
alike, experience derived from dailly work activity, the interchenge of opinion,

thoughts, ldeas and observations, all contribute to the process of learning

‘waile working. In fact it may be sald that the formalized training courses

such as those donducted by OTR merely supplement on~thee-job training.

2, In this respect the burden of training fells upon the supefvisora
in all echelons of the commend structure. It is not only the mechanics or
the techniques of the Job that the employee must mester, but his growth and
development that also is involved. Whlle thils responsibility is generally
acknowledged by most supervisors it is not observed uniformly or consistently
and presents one of the major menagement problems of the Agency.

3. One of the benefits derived from the sdoption in 1956 of the
five per cent training requirement was the stimulus given the on=the=Jjob
programn. Wherever such training was organizéd into & recognizable course with
proper objectives, specified periods of time and qualified direction, it was
accepted ss the equivalent of formal OTR courses and credited agasinst the
requirement ‘accordingly. As a result more time and sttention was given this
activity by responsible officers and & general improvement in on=the=Job
training was achlieved. The OTR was able to better performn its assigned func-

tlons of review and approval.
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4, Although the five per cent requirement has been rescinded all
other elements of responsibility for on-the-Job training remasin. The Deputy 25X1A
. Directors and Opersting offilcilals are charged.by’[::::::::]with‘ensuring.that
thelr employees are properly trained, including organized on-the-Job training.
-The DIR still is respouslble for developing. effective programs and the general
supervision of the training effort. With respect to on-theijob-training the
responéibility.of the DIR 1s almost imposeible to perform satisfactorily.

5. On=the-Job training is not fully organized throughout the Agency
and it is impracticel to sttempt to lmpose s formalized program much heyond
what has already been done. A number of components have well designed courses
of instyuction but these are generally limited to orientation or simple skills
related to internal procedures. Here the DTR can provide the ususl support
and is able to evaluate the results. The bulk of on-the-job training does
not lend itself to organization.and it would be patently unfair to hold DTR
responsible for any measure of supervision. Furthermore, it is, in our view,
improper to divide the responsibility between the appropriate commanders and
the head of a supporting service.

6. Deputy Directors are quite properly charged with ensuring that
employees are adequately trained and it is equally proper for them to look
- to thé&r senior subordinates to perform this task. For-effective performance,
- however; the responsibility must not be reassigned below this level. All Agency
components, including the area dlvisions of the Clandestlne Service, have
designaﬁed someone as a training officer. In smaller components he may have
other duties to perform; in others he may have assistance. His functions vary

from place to place but in the masjority he performs duties of a routine nature.
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-Hls stature also veries but 1n general it is far too low to ensble him to
effectively handle the training responsibi’lifies of the component head.

T. . The solution to this problefﬁ'lies first 1n the acceptance of
training as & function of commend; second, the establishment of the training
,resﬁons,ibility at the highest level of component command. st. & minimum; third,
the elimination-of the split responsibility that now rests obscurely on the
-DIR. This cen be accomplished within present Agency personnel ceilings al-
‘though some increase in grade level mey be reguired.

It is recommended that:

a. The DCT authorize the esteblishment of senior grade positions
for selected Treining Officers at the Assistant Director or DD/P
Division Chief level with Job qualifications designed to ensure the
effective performence of proper training functions. 25X1A

b. The DIR initiate an amendment to[ ] which more clearly
describes his respornsibility to render only advice s guldance  and support
~to the on-the-job training effort.
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A D. Communications Training

1. Introduction

Bo The Office of Communications (0C) is responsible *or the develop-
ment of staff competence in the fields of radio operation, cryptography, and
meintenance of communicetions equipment. To meet these responsibilities it
must train s replacement flow of communicators, retrain and refresh 1ts entire
corps periodically in changing techniques &nd equipment, and ensure that 1lts
englneers and senlor managers achleve a level of competence that fully supports
the communications requirements of the Agency.

b. Resgearch and development throughout the field of communications
1g in an extremely dynamic stete in the present period, accordingly there 13 a
continuing cycle of improvement in eguipment, training of personnel in its
operation and maintenance, followed by its phasing into operations. Obso-
lescence atatus does not necessarily follow for older equipment, however, since
the range of CIA requirements runs the spectrum from nearly automatic, high
volume central message systems to a one-man manuel operations. The uitimate

imperative of the system is to have an indlvidual ready and in place to provide

25X1A = a communicaetions link with when normal facil-

ities are interrupted by political crisis.
c. These far-ranging responsibilities have caused OC to evolve
a highly disciplined skille school and an external training program ranging

from correspondence courses open to all ranks of communicators, to training

25X1A in residence for senior personnel whose further training will benefit

the Office.

A - 11k -
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V. THE FUTURE OF TRAINING IN THE AGENCY

A. Critique of Present Program

1. Summarizing the dats presented in the preceding sections of
this report we find in many respects a very encouraglng plcture of accom-
Plishment and, even more encouraging, a determined effort in many places
toward greater achievements in the effective preparation of Agency
employees for intelllgence work. Notable progress has been made over
the past few yesrs partlcularly in the vital ares of operationsl train-
ing for which no comparaeble effort exlsts cutside the Agency. The
megnitude of training activities 1s substantlal though certsinly not
excessive. The results are generally acknowledged to Justify the money
and menpower invested by the Agency in this essentlal program.

. 2. From a more critical polnt of view certaln significant
weaknesses emerge whlch tend to blur the picture and retard the develop-
ment of & more effective program. Perheps the most significant of these
is the lack of acceptance on the part of meny command officers.of their
responsibility for the training of thelr subordinates. Training 1s a
function of command the responsibllity for which cannot be tranéferred
to supporting 6r service elements. The OTR and other training units
can provide centralized facilities, expert services and good administra-
tion but only the commend echelons can set standards and levels of skill
and competence and require their subordinates to meet them. In the
Clandestine Bervice, most particularly, this has not been done. Uniform
" standards for operaﬁicns.officers (both headquarters and field) have not

been established nor has officlally approved doctrine been prescribed for
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use in training courses., Tralning still is permissive and is subject
frequently to the whime of individuels and lower echelon supervisors.
Only those officers entering the Clandestine Service through the JOTP
are sure to have fulfilled the operational tralning required and that
is accomblished before they come under the administretive control of
the DD/P.

3. Another significant weakness is the inedequacy of com-
municetlon between using components end training units. Both OTR and
Technlcal School, TSD, for example, have made repeated efforts to

obtein eveluations of course content, quality and levels of instruction

and aypralsals of effectiveness but with little success. C:itical COom~=

ments sollieclted by the inspectlon team were freely glven but upon
further exploration it wes found that such criticisms were seldom
rassed on to the tralning elements. Reporting from the field on the
degree 0 competence displayed by offlcers of all categories is prac-
ticelly non-egistent.

h. A third major weskness i1s the failure to closely relate
tralning to career planning end management. The absence of long range
career planning was cobserved in the IG's study of the Agency's Career
Service Program and the knowledge gained in the course of this study
serves to underscore the need for such plamning. Without it a sound
training progrem cannot be developed. Training is costly and the
Agency can afford the investment only 1f it can be assured of an

adequate return.
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5. Finally, although there 1s a multitude of individual courses
on most subjects requlred by the intelllgence profession, they have not
been molded Into an integrated cohesive program that will ensure the
Proper preparation of Agency officers a&s they progress throughout their
careers. The JOT program 1s a start in this directlon but must be carried

to its logleal conclusion 1f it 1s to become the means of supplying the
able competent offlcers the Agency so badly needs. The recommendations
made in the preceding sections of this report.especially those pertain-
ing to the JOT program will go far to strengthen the Agency's training

effort.
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.B. Fundamental Principles of Training

1. As we have already noted there is no question about the
Director's authority to expend federal funds for the t}aining of Agency
employees in the fileld of intelligence and we algo have found that in
the absence of any slternative it is necessary for such training to be
conducted internally. Before proceeding to outline s training program
Projecting into the future certein fundamental principles of training
should be examlned.

2. Men learn by experience to which formal training is only
an adjunct.  Theoretically it would be possible to take a young man of
average aptltudes and accomplishments and throughba complex series of

exposures to work experiences ultimately produce s seasoned, trailned

Antelligence officer. By means of a well organized training program

it can be done far better and in much shorter time., It requires,

.however, e coordinated effort on the part of command echelons to

develop an integrated program and an edequately staffed and equipped
vehicle for ite implementation.

3. Training for the intelligence profession is analogous in
some respects to that of other professions in its requirement for
initisal broad general preparation to be followed by advanced training
in speclalized flelds. The young man who enters West Polnt, for example,
spends four years ascquiring the rudiments of Army military sclenck to
be graduated as a most Junior officer into a specific branch of the
service. Simlilarly physiclan and lawyer devote a major portion of their

time to the broader aspects of their professions before speclalization.
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And so it should be in the Intelligence profession. The Agency's
training program should adopt the principle of a comprehensive general
education in all facets of intelligence work for all its professlonal
employees before speclfic permanent assignments are made.

4. Learning 1s a continuous process whether it be in the
form of knowledge galned through work experienge or through formal
training courses. Since:learning is a matter of progression and growth
1t followsllogically thet the training progrem should be designed to
accommodate this principle. Trainling should be phased to meet the
needs of career development with an orderly progression through the
varlous stages of the individual's service in the Agency.

5. Training also must have clearly defined obJectives and
such objJectives should be formed in terms of the work for which the
individuel 1s being prepared. Standards of trailning should be related
to the stendards of performance the individual is .expected to meet.

No man should be assigned a Job he 18 not prepared to perform and the
satisfactory attalmment of a training objective should be a required

qualification for assigmment.
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.C. .The Apprenticeship

1. General Preparatory Training

a&. At this stage in the Agency's development there are two
influencing factors which bear upon the future of training. The present

professional staff has to a large degree taken exlsting training courses

applicable to its functions or at least has acgqulred experilence equiva-

lent to such courses, and the JOT Program 1s evolving into the Principal
source of new employees in the professional ranks. As the proportion of

JOT's rises and the training needs of the pregent staff are satisfied

through existing courses the requireménts for basic tralning for non-

' JOT's will vanish. Hence the opportunity is present to modify our present

approach and establish a comprehensive integrated progrem which will serve
for the years to come,

b, In designing such & progrem a distinction must be drawn
between staff employees and all others., The staff employee category

25X1
Includes the great bulk of professional officers in headquarters and

those overseas who man the Agency's regular installations.

25X1

-Ihe progrem we are concerned with

is devoted to the staff employee category.

¢. Adhering to the fundamental principles of training the
first step would appear to be the orgenizing of a comprehensive, general
breparatory tralning course in intelligence work for all new professional

employees. This course should cover all aspects of the intelligence
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brocess including collectlon, production and support. Although specific
skills training should not be injected at this early stage, the course
should be more than a mere orientation. It should be a thorough indoc-
trination in the intelligence prbfession ahd would resemble the current
10-weeks phase of the JOTP,  More time should be devoted to support
activities than the two days now allotted in the JOT course and Perhaps
the overseas effectiveness course could be deferred to 8 later stage but
the remaining subject matter should be retained. In addition general
skills applicable to most of the Agency's functions should be inktuded
such as observation, elicitation, deduction, interpretation and report-
Ing. These would contribute to evalustion as well ag training.

d. Completion of the initisl phase of generel preparstory

training will not qualify the trainee to immediately engage in productive

work., Ideally for a well rounded education in intelllgence a succession

of work experiénces in the three Deputy Directorates should'ﬁﬁke place at
this point. . Unfortunately the number of trainees involved would mske this
extremely difficult to administer and would impose an intolerable burden
on the menagement of operating and support components called upon to
brovide such on-the-job training. It is bossible however to deviese a
Program of simulated work experience which would incorporate the pertinent
functions of the intelligence process within e reasocnable berilod of time.
€. This fundamental course should lay the foundation for
advanced and specialized tralning but it should be sufficiently self-
contained to stand by itself as a qualifying factor for a career in CIA.

Completion of this phase should permit & coarse screening, a "wash out"
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stage, which will identify and eliminate the obviously unfit. When this
gtage has been reached a tentative determinstion may be made of the
vocation the individual should pursue throughout the major portion of
his career. The dureation of this elementary phase is difficult to fix
without making a detailled amalysis of subjJect matter and course content
which is beyond the purview of this study but the present JOT experience

would indicate that e maximum of six months would provide an adequate

‘period of time for a well rounded course.

f« At this polnt the Junior officer has received a thorough

indoctrination in infelligence-work and has been exposed to the workings

.of the varlous eubdivislons of the Agency. He should now be ready to

acquire the skills he will use for the major portion of his career. Thos§
to be agsigned to the Clandestine Service will go on to learn the trade-
eraft of ea?ionage; others to learn lntelligence research and asnalysis

and the production of finished intelligence; andﬁbtillubthers to take up
the various functions of support. The duration of advanced training will

vary according to the requirements and standards of the work to be per-

formed but not untll the entire training period has been satisfactorily

completed should the trainee be released for permanent assignment. Less
than satisfactory performance in baesic training should be cause for
termination automatically.

"2+ Skills Training

a. PFor the support services of the DD/S,area'skills training
Presents no unique problems. As we have noted earlier the major support

components already have good tralning progrems conducted internally and
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augmented by the generous application of external tralning facilities.
Furthermore many trainees destined for support work will bring with them
certaln baslc skills already acquired before entering on duty with the
Agency. |

b. There 1is one area in which more can be done. The selec-

tlon and training of general support officers, for which there is a growing

demand, should be started at an earlier stage. This 1s more a matter of

development than formslized training although there is ample room for a
comblnation of both. The general support officer must have an intimate
knowledge of all support services and also & comprehensive understanding
of the intelligence activities he is to support., He must be a broad guage
individual with & capaclty for absorbing the intricacies &f the many faceted
support funcfions and the ability to admintster them effectively. He is

a mest lmportant cog in the Agency's machinery who sometimes 1s not
accorded the recognition he deserves., It tekes a good deal of time to
produce an able geﬁer&l support officer and there is a need for an
organized program to develop the standerds and requirements and provide
the means to reach the objectives.

c. In the DD/I area advanced training problems also are
relatively simple to resolve. The fundamental skills required are in
research, collation, analysis and interpretation, and the preparation of
finished intelligence reports. Certaln courses already provided by OTR
serve these purposes although some reservations as to quality and level of
ingtruction were found among consumers. It was also noted however that

the OIR training effort dld not receive a full measure of support from
_lll,3 -
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the DD/I area particularly in establish;gg“étandards related to Job wgquis

requirements, the development of doctrine and in providing the services
of qualified lnstructors. Needless to say full cooperation on both
sldes 1s necessary if effective results are to be obtalned.
d. The diversification of functions in the DD/I area
will produce requirements for advanced training beyond those specified
above, The information gathering functions of the Office pf Operations,
for example, would require additional training in the basic skills 25X1

involved as would the informetion storage and retrieval functions of OCR.
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D. Mid=career Training

L4

1. The need for some form of training at the middle career level is
acknowledged by trainers end consumers slike but there 1s little agreement on
the nature, extent or even timing of such & course. Mldw-career tralning
generslly throughout government and industry is accepted as & pert of an
overall program of the proper preparation of people to perform effectively in
their assigned functions. The Forelgn Service Institute, for example, offers

a course for Foreign Service Officers at the FSO 3, 4, and 5 levels which is

deeigned to "encourage the development of & bread and integrated professional

philosophy that will enable the offilcer to functlon with é more acute aware-
ness and a deeper understending of the essential character and role of‘his
profession.” (It should be noted that the 12 week course Includes two weeks
devoted to executive management.) While thils purpose may not e completely
appropriate to the Agency, it does contain some of the assential character=
istlcs applicable to any program of training at mid-career.

2., Before advancing suggestlons for the purpose and nature of such
training a definition of mid=career should be agreed upon. The middle point
of & man's career will, of course, vary with the individuel and will be
influenced by circumstences both favorable and unfavorsble. An age and grade
projection of what may e consldered an average pareer would take this forms

GS Grade 9 1L 12 13 1k 15

Age 25 30 35 o k45 50
In actual practice intervals between promotions 1n the lower grades mey be
shorter and longer in the upper grades. While this projection admittedly is

rather arbitrary, it seems reasonable to assume that the young man of 25
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entering the service should aspire to grade GS-15 by the time he reaches 50C years
of age. If he does not his chances of attaining that grade thereafter diminish
rapidly. We realize that 25 years of service is not regerded by many as a full
lifetime career and that GS8«15 1s not the full limit of grade levels avellable.
The projection mey be extended through GS~18 and age 65 without materislly
altering the relationship of age and grade. The number of supergrade positions
always will be limited and since we are seeklng something having application

to the majority of officers we believe it more practical to use the projection
shown above.

3. The middle point in grade falls between GS=12 and 13, in age between
35 and 40, and in length of service between 10 and 15 years. Thils point appears
to be most eppropriste for a number of reasong. At the G6-13 level an officer
usually 1s expected to assume major supervisory responsibilities for which he ‘
should be thoroughly prepared. One of the deficiencies noted in the current
training effort is the inadequacy of proper preparation of employees assigned
menagerial responsibilities. Grade GS=-13 also is in many areas of the Ageney
a crucilal point; it is a "break~thrdugh" level which distinguishes between
Journeymen and senior officers. It is in effect the gateway to more senior
positiohs and one of the more difficult to penetrate.

4, The age bracket of 35 to 40 also is very significant. It is the stage
at which the individual becomes more mature, he is more aware of the full extent
of his responsibilities both at work and at home snd his concern with his future
is greatly sharpened. It ig no colncldence that the average age of professional
officers in grade GS=~12 and over who leave the Agency for some other occupation

is 39.4, It is frequently a turning point in a man's life.
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5 In terms of years of service this middle point is most eppropriate
also. The officer has served hie apprenticeship and at least seven to twelve
productive years in his specilalty. He probebly knows all there is to know
about his Job but has had little opportunity fo perticipate in or learn about
other activities. The danger of atrophy is greatest at this point.

6. A mid-career training progrem designed with these factors in mind
should have as its purpose: (a) to prepare officers to assume broeder
responsibilities particularly in the fleld of commendy (b) to refresh and
rekindle thelr motivetion in the Interest of the govermment and the intelli
gence service, and {c) to bromden theilr outlook of the Agency's mission through
8 better understending of the interrelationships of its many parts.

T. We antlclpate some Initiel dlifficultles in the development and
scheduling of a mid«career program but as employees® promotion and growth
reate stablllzes there should be s fairly uniform progression of officers
through thig mid-~career stage which will provide standard, almost roubine
attendance for a regularly scheduled course. The seminar form of approxie
mately 12 weeks 1s fevored by most and would appesr to be sppropriste to the

purpose,

It 1is recommended that:

The DCY authorize and direct the establishment of & mid=career
training course for officers at the G8=12 gnd =13 level in order
to prepare them for broader respongibhilities particularly in the

- field of command, to refresh thelr motivation in the intelligence
‘service and to broaden their understanding of the interrelationship
of Agency functions.
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E. BSenior Officer Tralning

1. One of the readily identifiable problem aress in the Agency today
is the pronounced shortage of senior level officers thoroughly experienced in
all aspects of the intelligence profession capable of understanding and ef=-
fectively dealing with complex Agency=wide and interwagency problems. - The
Agency finds itself in this circumstance partly through its historical evolus
tion in which some components descended in unbroken line from World War II
organizations; partly because the organizetional structure hes fostered the
growth of three semi-autonomous sub=divislonsy partly because a sound security
concept of compertmentation has been permitted to develop into a policy
spproaching "epartheid”; and partly because the pressure of operational and
functional demands placed on the Agency since 1ts inception have compelled
the direction of its great energy to the rapid development éf people to do
specific Jobs well and defer to some later date the development of people
who can do all jJobs well. There also enters here some element of the prodigal
use of talent because 1t is plentiful, the substitution of numbers of people
to make up for lack of broad individual competence and the resorting to
group Jjudgments in place of executive skill.

2., Preparing Individusls to assume and effectively discharge the
responsibilities of senlor management is more a problem of development than
formalized tralning although the latter has a definite plece in the scheme
of things. As we pointed out in the Inspector General's report on the Career
Sexvice Program,‘the absence of an org&nized_method of career development has
seriously hampered the proper preparation of officers for key positions and

some sound long range plenning must be instituted to meet this need. We
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still are hopefﬁl that such an effort will be successful in the near future.
For the present, however, there is an immediate needvto do everything possible
to improve the effectlveness of todsy's steff of senior officers and those to
be selected in the next few years to come. For this purpose we suggest a
senior officer training program.

3. The objective of a senior officer program mey be briefly stated
in these terms: to develop more officers capable of formulating and evaluating
comprehensively policy concerned with intelligence in the U. 8. Govermment.
This objective is sufficiently broed to encompass all aspects of the intellie
gence profession, the internal management of Agency affairs end the inter=
reletionships of the Agency with the intelligence community and the pollcy
making elements of the govermment.

4, The 2evel at which this progream is aimed should not be lower
than GS~15 although & cese can be made to include selected individuals at
the GS«~14 level. It should be regarded as the preparatory phase for officers
entering the finel stages of thelr careers with the Agency and therefore provide
& rounding out of their earlier experiences and training.

5. The greatest benefit of this progrem is to be derived from the
interchange of opinions and ideas through the exploration of the entire
gpectrum of Agency and community problems., . For this purpose a combination
of seminars and cage studies with a minimm of orientational lecturing would
be the most produetive. A mixed enrollment of DD/P, DD/I, and'DD/S off'icers
could profit by exposure to each other's problems. A budget officer, for
example, might meke a solid contribution to & discussion of counterintelligence
operations, a case officer might speak with conviction on information storage
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and retrieval, and an analyst may offer valuable idees on logistical matters.
Executive management should be stressed at this level but no subject, opera=
tional or administrative, should be neglected.

6. A senior officer program to be most effective must be allotted
& period of time adequate to the full development of its objective. A
similer program, though on a somewhat broader scale, conducted by the'Foreign
Service Institute rims for nine months. We do ndt contemplate so extensive a
program to meet Agency needs at the present time., As the'progfam evolves in
the future 1t may be found desirable to invite attendance by senior officers
of other intelligence agenclee 1n which event a longer course might be Yustified.
For the initial effort at least and until experience can be gained we believe
a course of about four months would be most effective.

Te In magnitude, teking into account the problems of administration
and technical methods of handling such a program, it is suggested that enrdll-
ment be limited to not more than 40 officers at one time. The program should
be conducted at least twlce annuelly although it is believed possible to run
two courses concurrently if necessary. A reasonsble goal would appear to be

the participation of 80 to 100 officers each year ¥

*Note: At the present rate of promotion about 50 officers will enter the
G5=-15 level each year. It is anticipated that promotions will stabilize
at this rate for the foreseeable future. This will permit ultimately
scheduling the senior officer program semiannually with an attendsnce of
about 25 at each session. For the first few years, however, the effort
must be made to accommodete a large part of the present staff as well as
the newly elevated officers.
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10. Other then the salaries of the participants no extraordinary coét
is contemplated for this progrem. It should be administered by the DIR who
will be expected to provide supporting services. In the initisl formulstion
of the progrem the services of technical experts will be needed but instructors
as such can be dispensed with. Semlnar and discussion leaders ecan be drawn
from the Agency at large or, better still, from mmong the partitipating officers
themselves. None of the customary testing and evalustion practices are called
for. It may be desirable to enlist and pay for some expert outside talent to
handle such subJects as advanced management but the cost for such services
would be modest when compared with the cost of full~time instbuctors.

11. On a number of occasions in the pest suggestions have been made
to estebllish an Intelligence Staff College along the lines of simllar militery
institutions. Some such proposals have been reviewed in the procesé‘of this
study and much thought hes been given the matter. There is much to be eaid
in favor of some form of steff college for intelligence officers but it is
belleved that the Agency is not yet ready for such an underteking. A senior
officers' program as outlined hereln may well lead to the ultimste establishw
ment of a broader and higher level school but to meet the Agency's most urgent
need thls program should be developed without delay.

It is recommended that:

The DCI authorize and direct that a senior officer program be
established to develop more officers capeble of formulating and
evaluating comprehensively policy concerned with intelligence in
the U. 8. Govermment generally in keeping with the outline desecribed
above.
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To summarize our views on the future of training in thie Agency we advocate
first, that the JOT system of recrultment, selection and training be adapted to
meet all Junior officer requirements throughout the Agency (about 250 annually
at present);'secondly, thet an orgenized program of reguired training be
instituted phased to coincide with and supplement professional carecer develop«
ment and growth. The pattern we envision 1s one of ennual classes of Jjunior
officers having the essential qualifications of background and motivetion for
intelligence work followling an orderly progression of general preparation by
means of comprehensive indoctrinetion and training in the basic skills of the
profession; then the period of specislized training to prepere for the productive
years to follow. The pattern is filled out by a mid-career training phase for
selected officers ready to assume brosder responsibilities and finelly by a form
of "terminal training" to develop the Agency's executives.

This péttern 1f followed will meet the bulk of the Agency's personnel require-
ments end will substentially raise the level of professional competence in every
fleld. It is necessarily besed on certain essumptions. It 1s assumed for example
thet command echelons will accept fully their responslbility for the proper prep=
aretion of the employees of their commends to do the Jobs expected of them; that
they wlll establish rlgorous training and job standards and insist that they be
met; that they will produce the authoritative doctrine essential to their training
needs: and.that they will require the necessary long range personnel planning so
essential to any training brogram. It 1s also assumed that the Director of
Training and heads of tradning elements will continue +o strive for greater
competence in instructors, better treining techniques and facilities and more

skillful administration.
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In coneclusion we woudd like to relterate that the success of the Agency
depends in large measure on the suacess of its training and development program.

In the intelligence fleld there is no room for fallure.
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